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Strategic management is a management tool that both public and private sector entities adopt 

to improve organizational performance especially in the process of implementing 

organizational change. Zambia Correctional Service in particular has been undergoing a 

paradigm shift in order to implement new security sector reforms. Like many other public 

entities world over, the Service has continuously recorded failure in achieving strategic 

objectives, as noted by Cabinet Office’s 2020 performance assessment. Therefore, this study 

sought to identify challenges that affect effective application of strategic management 

techniques in the process of implementing organisational change. This research involved ten 

top management leadership officials, using qualitative methods like in-depth interviews and 

focus group discussions for data validity, reliability, and triangulation. Thematic and content 

analysis was performed using Google Forms software, ensuring reliability and validity of the 

data. Research findings indicate that the Service has been experiencing a number of challenges 

and these include having an ambiguous vision statement, operating on an outdated 

organisational structure, inadequate end-user engagement and ineffective examination and 

modification of work processes. The findings show that the Service needs to develop a model 

for application of strategic management techniques that support implementation of 

organisational change. The model should include elements such as establishing a clear end 

goal (vision), revise the structure to suit the demands of the current strategic plan, conduct 

program impact assessments to effectively measure performance and examine and modify 

work processes for effective and efficient public resource management.  

KEYWORDS: Organisational change, Strategic management, Strategic planning, Resource management, Zambia Correctional 

Service 

 

I. INTRODUCTION 

Many studies have been conducted to prove that effective 

application of strategic management tools and techniques in 

any organisation, including the Corrections Industry, is a 

cornerstone for improving organisational performance 

especially in times of implementing change (Klein et al., 

2022; Zhao et al., 2019; Miranda, 2018; Moscoso-Sánchez 

et al., 2017; Dissel, 2008). Zambia Correctional Service 

(ZCS) in particular has adopted strategic planning to define 

its goals, direction, strategies and as a basis for decision 

making in allocating resources. Some of the strategic 

planning techniques the Service has adopted are SWOT 

analysis, PESTEL analysis and Institutional Assessment. 

The main strategic goal of the Service is to contribute to 

community safety through achieving custodial, 

rehabilitation and operational excellence. However, findings 

of the 2020 performance assessment conducted by 

Management Development Division under the Cabinet 

Office revealed that, like other government departments in 

Zambia, ZCS has continuously failed to achieve its strategic 

objectives. Unfortunately, no published empirical research 

has yet been carried out on challenges hindering effective 

application of strategic management for implementing 

organisational change in Zambia Correctional Service. The 

aim of this study is to fill this knowledge gap. Therefore, the 

research question posed for this study was ‘What challenges 

hinder effective application of strategic management 
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techniques to implement organisational change in Zambia 

Correctional Service?’  

This study sought to establish two research objectives, 

namely: 

1. To identify challenges in application of strategic 

management techniques to effectively implement 

organisational change in Zambia Correctional Service.   

2. To provide recommendations for effective application 

of strategic management techniques to implement 

organisational change in Zambia Correctional Service.  

 

II. METHODOLOGY  

The study aimed to explore the effectiveness of strategic 

management practices in Zambia Correctional Service, 

using an interpretive research philosophy. According to 

Blaxter et al. (2010) and Collins and Hussey (2014), this 

approach allows for depth rather than breadth, based on rich 

and subjective findings. Purposive sampling was used to 

select participants with lived professional experience in 

using strategic management practices for organizational 

change (Collins and Hussey, 2014). The Zambia 

Correctional Service's mandate is discharged through ten 

directorates and four top leadership members, resulting in a 

sample size of fourteen participants. 

Interviews were conducted face-to-face, in person, and 

virtually, with participants' consent recorded and 

transcribed. Interviews are appropriate for exploring 

complex and subtle phenomena, such as opinions, feelings, 

experiences, or privileged information based on someone's 

experience (Denscombe, 2017).  In-depth interviews were 

proposed as the main data collection instrument, combined 

with focus group discussions and archival research for 

triangulation. Interviews provide deep insight into industry 

professionals with lived experiences in applying and 

implementing strategic management at the strategic level in 

an organization. 

The researcher used inductive thematic and content analyses 

to analyze the qualitative data collected through the 

interviews. Thematic analysis generates themes based on 

raw data, supporting the research objective of developing 

theory based on research findings. Quest et al. (2012) 

suggest that using thematic analysis is most appropriate for 

capturing complexities of meaningful insights within a data 

set. The themes served as a basis for the researcher's 

analysis and interpretation of data.  

 

III. LITERATURE REVIEW  

The effective application of strategic management 

techniques in the process of implementing organizational 

change is essential for businesses seeking to remain 

competitive and adapt to the dynamic business environment. 

In Europe, as in many parts of the world, organizations face 

unique challenges in this context. This literature review 

explores the key challenges affecting the application of 

strategic management techniques during organizational 

change in the European context. 

Europe is renowned for having a wide range of nations, 

dialects, and cultural customs. The application of strategic 

management strategies during change processes might be 

influenced by cultural variations. According to Oetzel and 

Oh (2016), effective change projects in Europe require a 

grasp of and ability to manage these cultural variances. The 

intricate regulatory structure of the European Union (EU) 

contributes to the intricacy of organisational change. The 

consistent use of strategic management strategies may be 

hampered by variations in taxation, labour laws, and 

industry-specific regulations among EU member states (Hitt 

et al., 2016). This calls for a deep comprehension of EU 

laws and how change management is affected by them. 

Europe has a wide spectrum of regional and national 

economic imbalances. According to Schiavo and Lazzarotti 

(2019), these differences have an impact on the resources 

that are available for putting change initiatives into practise. 

Companies need to adjust their strategies to take into 

consideration fluctuations in the economy and any resource 

disparities. Managing change processes effectively requires 

effective leadership, and the dynamic climate of Europe 

need leaders who are skilled in using strategic management 

approaches. According to Vakola and Nikandrou (2017), 

investing in leadership development is necessary because it 

can be difficult for leaders to effectively drive change. In 

organisations across the globe, resistance to change is a 

typical occurrence, and this is also true in Europe. European 

workers frequently show a significant preference for stable 

and secure employment (Piderit, 2000). One of the biggest 

obstacles to putting strategic management concepts into 

practise is managing resistance to change. 

In the United States employee resistance is a major obstacle 

to organisational change implementation. Kotter (1991) 

asserts that employees frequently oppose change out of a 

sense of job security loss and a fear of the unknown. The 

success of change projects depends on how well this 

resistance is managed. When it comes to leading 

organisations through change, effective leadership is crucial. 

According to Kotter (1996), executives need to spearhead 

the transformation process and offer a compelling vision for 

change. In America, the effectiveness of change is largely 

determined by the competence and compatibility of 

leadership teams. With a wide range of cultures and regional 

differences, the United States is a varied nation. These 

cultural variations must be considered when putting strategic 

management approaches into practise (Hofstede, 2001). 

Change projects may not be as effective if cultural quirks 

are ignored. State-by-state variation in a complicated 

regulatory framework affects enterprises operating in the 

United States. To implement changes, it is necessary to 

comprehend and navigate these regulatory nuances (Larsson 

& Vinberg, 2010). If you do not, then you may run into 
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problems with the law and compliance. The swift 

advancement of technology in the United States presents a 

range of advantages and obstacles for the execution of 

change endeavours (Christensen, 1997). It is critical to 

adjust to new technology while maintaining data security 

and staff upskilling. 

A study by Guchu (2014) in Kenya focused on the 

Parliament of Kenya's strategic management practices, 

revealing that employees were often excluded from the 

planning process. The process was primarily a high-level 

exercise, leaving the organization's most important assets, 

managers, and employees disconnected from the system. 

The implementation of the strategic plan varies across 

organizations and depends on the actual strategic plan. 

Middle managers were not involved in strategy 

development, which was primarily a responsibility of senior 

managers. To ensure successful implementation, basic steps 

such as evaluation, vision creation, team selection, and 

progress meetings were identified. 

A similar study by Tamimi (2018) investigated the 

applications of strategic management practices in the Middle 

East countries. The study used content analysis techniques 

to analyze variables, public reforms, and strategic planning 

elements (planning, implementation, and evaluation). It 

found that most Middle Eastern countries struggled to 

practice strategic management due to various reasons. 

Public reforms and decentralization were identified as 

critical scientific management approaches for transforming 

traditional public administration into more effective 

strategic administration. Improving public sector 

administration requires strategic thinking, decentralization 

of authority and responsibilities, research, initiatives, and 

innovation based on long-term planning processes. 

Balancing authorities and responsibilities help rationalize 

resource allocation at all levels, leading to efficiency and 

effective public service delivery. 

Tamimi (2018) found that Middle East countries, including 

Nigeria, have not effectively applied strategic management 

tools in their public administration. This is due to a lack of 

public administration reforms, weak strategic management 

preconditions within government departments, and a lack of 

organizational policy for guiding public strategies. Gideon 

and Georgina (2016) found that there was a lack of essential 

organizational policy, lack of training, improper leadership 

style, and a weak focus on top management interest, 

resulting in weak government performance and blurred 

organization visions and relations. 

Common (2008) found that Oman's highly centralized 

political systems and organizational cultures made it 

resistant to reform tendencies, resulting in decreased 

utilization of strategic management tools at the 

organizational level. Most managers were generally aware 

of strategic management practices and tools, but most 

managers failed to use them frequently. 

In Saudi Arabia, Gulf States are highly resistant to 

administrative modernization, leading to challenges in 

public reform and decentralization. Otaibi (2015) found that 

Saudi Arabia spent large amounts of money on modernizing 

bureaucratic public management systems, but developments 

were slow due to cultural and structural setbacks. 

Hasm and Aamery (2006) found that the central government 

of Saudi Arabia failed to apply strategic management 

practices due to the lack of strategic management specialists, 

resulting in a reduction in motivation to develop strategic 

plans. The failure to apply strategic management practices is 

mostly attributed to weak training, lack of competence and 

capability for future thinking, and lack of competition within 

government agencies.  

 

IV. FINDINGS 

This section reports the findings of the study on challenges 

hindering effective application of strategic management 

techniques to implement organisational change in Zambia 

Correctional Service. 

A. Zambia Correctional Service  

Established in 1964 as Zambia Prison Service (PS), the 

Institution changed its name to Zambia Correctional Service 

(ZCS) in 2016. Headed by a Commissioner General, the 

Service is established under Article 193 of the Constitution 

Amendment Act No. 2 of 2016 and governed by the 

Correctional Service Act No. 37 of 2021 of the Laws of 

Zambia to manage and regulate all prisons and correctional 

centres. The Service operates under the Ministry of Home 

Affairs and Internal Security. Its main goal is to contribute 

to national security through provision of quality humane 

custody, rehabilitation and extension services to people who 

commit crime and sentenced to imprisonment. With a prison 

population of about 25,000, overcrowding has been one of 

the Service’s main challenges to effective service delivery. 

The most common offences committed are theft, robbery 

and sexual related crimes. Zambia has 102 

correctional/prison facilities dotted across the country. 

B. Challenges Affecting Effective Application of Strategic 

Management in ZCS 

In the quest to improve performance during the paradigm 

shift, ZCS adopted strategic management as a tool to define 

goals, direction, strategies and a basis for decision making 

on resource allocation (ZCS, 2022). Some of the strategic 

management techniques the Service adopted are SWOT 

analysis, PESTEL analysis and Institutional Assessment. 

The main strategic goal of the Service is to implement 

recommendations of the new security sector reforms through 

a paradigm shift. To ZCS, this means contributing to 

community safety through providing quality correctional 

service. The strategic pillars of the paradigm shift are 

custodial excellence, rehabilitation excellence, production 

excellence and operational excellence (ZCS, 2022).  
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However, findings of the study revealed that, like most of 

the Zambia’s public entities, the Service has over the years 

been failing to achieve its strategic objectives due to the 

reasons outlined below.  

1) Ambiguous Vision Statement  

According to Bryson and Bert (2018), a vision is a state that 

provides an overall direction for the change process and 

serves as a foundation from which to develop specific 

strategies for arriving at a future end state. He therefore 

argues that developing a clear vision makes it easier for 

management to communicate the need for change to other 

members of the organization and to develop suitable 

programs to help the organization arrive at its future end 

state. However, the current study observed that ZCS’s vision 

statement was not clear enough to be understood and 

interpreted by majority members of the organization. 

According to the research participants of the study, majority 

of the members of the organization including other key 

stakeholders such as inmates did not understand what is 

implied in the current vision statement. The study noted that 

the current vision statement is ambiguous and difficult to 

relate to the Service’s core functions, hence difficult to 

interpret and transform into specific courses of action for 

effective implementation. This has subsequently led to 

failure in achieving strategic objectives and effective 

implementation of recommendations of the paradigm shift.   

2) Outdated Organizational Structure  

The study revealed that despite having an updated strategic 

plan, the Service has continued to operate with an outdated 

organisational structure. This makes is difficult to 

implement proposed change programs, subsequently 

creating a serious performance gap. The current 

organisational structure does not support effective execution 

of the new strategic initiatives.  

3) Ineffective Program Impact Assessment  

The study revealed that ZCS has been having challenges to 

conduct impact assessments consistently and systematically 

for ongoing programs. This has made it difficult for the 

Institution to effectively measure performance and identify 

specific areas of operation that need to be improved to 

effectively implement new organisational strategies. The 

study also noted that the ZCS management takes too long to 

provide intervention when there is a deviation in strategy 

execution, leading to under optimization of public resources.  

4) Inadequate End-user Engagement  

Studies have shown that a strategic plan must be developed 

in line with management functions. Hence, considering that 

managers are the end users of the strategic planning system, 

they must be the ones assigned to design it to achieve 

improved performance, especially in times of change (van 

Niekerk & Jansen van Rensburg, 2022; Buick, et al., 2018; 

Kitsios & Kamariotou, 2017). However, the case is different 

at ZCS. The institution’s management does not fully engage 

end users of the strategic planning system in the process of 

designing a new strategic plan. The current study found that 

ZCS only consults top leadership when developing a new 

plan. Functional managers do not usually participate in the 

process of designing new strategic initiatives. This has made 

it difficult for end users to implement the planned activities 

considering that they lack full understanding of the 

document. As such, the document just ends up in their office 

drawers, another reason for failure in achieving strategic 

objectives.  

5) Ineffective examination and modification of work 

processes  

Studies have revealed that hosting new activities does not 

only require sufficient resources, but also means of 

managing the available resources to achieve optimal benefits 

(Klein et al., 2022). Therefore, this calls for application of 

strategic practices such as conducting organizational 

processes/procedures examination and modification to suit 

the prevailing demand. For ZCS, it was observed that the 

institution did not fully examine its work process to aid 

effective identification of the ones that needed to be revised 

or discarded before beginning to implement new strategies. 

This has led to sub-optimization of public resources and 

failure to effectively implement proposed organisational 

changes. 

 

V. CONCLUSION  

This study sought to identify challenges affecting effective 

application of strategic management during the process of 

implementing organisational change. The study has revealed 

that ZCS has so far been struggling to adopt and effectively 

apply strategic management to improve organizational 

performance during the process of implementing 

organizational change. The main challenges identified are an 

ambiguous vision statement, ineffective program impact 

assessments, inadequate end user engagement and 

ineffective examination and modification of work process.  

 

VI. RECOMMENDATIONS  

To effectively implement organizational change through 

application of strategic management techniques, ZCS 

management must consider undertaking the following steps: 

 The Service should consider establishing a clear and 

less ambiguous vision statement which should be well 

communicated to all members of the organisation. This 

would help reduce resistance to change and aid 

effective implementation of organizational change 

considering that a clear vision forms an effective basis 

for formulating the right strategies. Implementing the 

right strategies will help the Service achieve intended 

organizational change outcomes.  

 The Service should consider building internal support 

by fully engaging all functional managers at all stages 

in the process of designing strategic initiatives.  This 

would reduce resistance to change, enhance efficiency 
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in resource management to enhance effective 

implementation of organisational change.  

 The Service should continuously seek more productive 

ways to operate to reduce the cost of utilizing available 

resources. This can be done by continuous examination 

and modification of work processes, capacity building, 

restructuring, updating technology.  
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